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un  25  February  1986,  Presi dent  Ronald  Reagan  signed 
E  x  e  c:  u  1 1  v  e  u  r  d  e  r  1 2552  w  h  ich  established  a  comprehensive 
orogram  tor  the  improvement,  of  productivity  in  the  Federal 
Government .  I  he  goal  of  the  program  is  to  achieve  a  263 
percent  productivity  increase  in  appropriate  functions  by 
1992.  It  further  aims  to  improve  the  quality  and  timeliness 
of  services  and  products  provided  by  the  Federal  Government. 
Subsequently,  former  Secretary  of  Defense  Weinberger  issued 
a.  statement  that  DuD  managers  must  be  immersed  in 
productivity  initiates.  It  is  my  opinion  that  before  DOD 
managers  can  attempt  to  achieve  the  Executive  Order's  goal 
or  be  immersed  in  productivity  initiates,  they  must  know 
about  productivity.  This  study  will  discuss  the  importance 
of  productivity  increases.  It  asks,  what  is  productivity? 

Ft  reviews  past  public  policy  on  productivity  and  views  the 
impact  of  the  present  policy  on  DOD  public  managers.  Fhe 
study  will  provide  an  overview  of  successful  productivity 
programs.  Finally,  it  will  provide  recommendations  for  DOD 
managers  who  seek  increased  productivity  in  their 
organ l  z at  l  ons, 
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Before  managers  can  assume  responsidil 1  tv  tor  certain 
matters,  thev  muse  understand  them.  ! he  question  raised  ov 
t h e  1 1 1 1  e  o f  t  h  i  s  s t  u d  v  i.  n  v o I  v e s  c o m p r  e h e n s i  o n  a s  o ooosed  t  o 
responsibility.  h  manager  could  be  responsible  tor  a 
tu n cf  i  o n  w i  h h o u t  f  u  1  i.  v  u n derstandinq  it,  but  to  s u c cesst u  1  1  v 
implement  a  poliev  on  productivity,  he  must  Know  the 
subject.  For  this  reason ,  an  attempt  will  be  made  to  define 
productivity.  Then  there  will  be  a  discussion  of 
productivity  as  public  policy.  It  will  be  noted  in  passing, 
the  relationship  between  productivity  and  such  matters  as 
measurement ,  Qualitative  factors,  conditions,  and  methods 
that  a  manager  would  deal  with  in  pplicy  implementation.  So 
this  paper  should  provide  a  manager  with  firm  ground  to 
b u iid  a  p rod uc 1 1 v i ty  program  upon. 

BACKGROUND 


The  private  manager  is  concerned  with  profits  for  his 
corporation  which  come  from  increased  productivity.  But  a 
DGD  manager1  is  not  concerned  with  prof i tabi 1 l ty ,  rather 
wants  to  increase  a  warfighting  capability  and  defense 
readiness.*  Why  then  should  a  DOD  manager  know  about 
producti'vi  ty?  Today,  defense  expenditures  account  for 
almost  30  percent  ot  total  federal  expenditures.  This 
Mqure  includes  the  defense  payroll  plus  its  purchases  of 
goods  and  services.  bigm  +  icantiy ,  "Federal,  state  and 
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!  hsref ore,  mere  efficient  utilisation  of  defense  personnel 
•->n  I  tiurcridses  or  goods  <  computers ,  airplanes  and 
battleships)  and  services  is  important  to  both  defense 
readiness  ana  economic  growth.  Moreover ,  an  economi st 
recently  asserted  that  “if  the  united  States  wants  to 
maintain  its  relative  economic  position,  it  will  have  to 
restore  the  productivity  growth  rates  that  were  enjoyed 
during  the  1950s  and  i960s. Another  economist  noted  that 
the' cutout  per  worker  per  hour  rose. at  an  annual  average  of 
r.3  percent  during  1948-1966;  then  dropped  to  2.1  percent  in 
t 986-1973;  it  declined  further  to  1.7  percent  for  the 
19  75*1980  period.53  If  this  trend  continues,  then  the  United 
States  position  as  a  world  economic  power  could  be  in 
jeopardy.  This  decline  could  jeopardise  our  ability  to 
support  our  Armed  Forces  as  well  as  maintain  our  current 
standard  of  living. 

Like  hi*  private  counterpart,  a  LuD  manager  must  be 
concern**!  about  productivity.  The  businessman  wants  to  make 
his  product  or  service  more  competitive  in  the  marketplace 
and  thereby  contribute  to  economic  growth.  On  the  other 
hand,  the  public  manager,  bv  being  more  productive,  could 


firing  about,  a  savings,  wi .  i  on  means  more  resources  available 
for  other  de-tens e  f u n c 1 1  o n «  o r  a u i  d  i  o w e r  d e t e n s e 
e  k  pend  it  u  r  e  s  o  v  e  r  a  i  i.  -  n  J  o  w  e  i-  c  o  s  t  c  o -j  i  a  r  e  d  u  c  e  t  a  e  s , 
wnich  then  could  sour  savings  ana  investment  and  do  ten  tiai.lv 
Partner  economic  qr  owth.  mi  though  chi  s  seems  si  mpi  1  st  1  c  ,  1  t: 
does  indicate  the  si qni 1 1 cance  or  each  manager,  dud  lie  or 
ur  1  .-ate,  as  intreqai  parts  at  our  economic  system. 

besides  a  decline  in  oroduct i vi tv.  the  recent  high  budget 
c! a 1 1  ci  t s  a r e  c a u s i  n a  red u c e d  g o v e r n mental  spending;  thus 
selected  defense  programs  may  be  cut,  or  organizational 
structure  mav  oe  reduced.  Managers  -facing  these  changes 
will  need  to  utilize  the  resources  at  hand  in  the  most 
effective  and  efficient  manner.  To  accomplish  this  task,  a 
manager  will  need  to  be  mere  productive.  So  it  does  not 
matter  whether  one  is  in  the  public  or  private  sector.  At  a 
time  of  shrinking  resources,  we  all  must  look  to  increased 
productivity.  If-  managers  are  to  increase  productivity, 
they  must  know  about  it.  Private  managers  would  not  attempt 
to  initiate  productivity  programs  until  they  understood  the 
subject  and  knew  company  policy.  Likewise,  we  should  not 
evpect  DOD  managers  to  implement  product  i  vi  t.y  policy  until 
they  know  public  policy  and  understand  what  productivity  is. 
It  is,  therefore,  the  purpose  of  this  study  to  assist  DOD 
managers  ir,  understanding  and  appreciating  the  utility  of 
productivity  in  the  public  sector. 
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in  1911,  F r ed er  1  c k  I  a v  1  or  ,  u h e  f  cun d er  o t  sc i  en 1 i  tic 

management ,  described  prcducti vi tv  in  relationship  to 

cn-Dsri  tv.  He  stated  "the  greatest  prosperity  can  exist 

;  t  i  .  a  s  t . ,  e  r  e  s  u  it  or  t h  e  g  r  e  a  t  e  s  t  p  ossi  b  i  o  p  r  o  d  u  c  1 1  v  x  t  •>  o  t 

tne  men  and  machines  at  tne  establishment,  that  is,  when 

eacn  mar.  and  each  machine  are  turning  cut  the  largest 

oossioie  cutaut. "6  Savior  viewed  productivity  as  the  link 

b  e t  w e e n  g  r  e a  t.  e r  o  rosperi  t  v  for  both  the  organization  and 

employee.  Albert  N.  Link,  a  noted  economist,  wrote  that 

"Productivity  is  one  of  the  most  important  factors 

influencing .our  economic  well-being  ..."  and  "a  useful 

barometer  of  economic:  conditions.  " 7  Unlike  Taylor,  who  was 

concerned  with  specific  tasks  to  increase  worker 

productivity .  Link  describes  productivity  in  the  macro 

arena,  noting  its  effects  on  the  U.S.  economy.  Thus, 

productivity  can  mean  different  things  to  different 

individuals.  F'aul  Mali,  a  manaqment  consultant,  merely 

summarizes  these  diversive  views  o+  productivity: 

"Executives,  managers,  and  businessmen  see  it  as 
the  means  for  improving  profits,  competition,  and 
costs.  Laborers,  workers,  and  employees  see  it  as 
the  means  for  improving  profits,  competition  and 
costs.  Laborers,  workers,  and  employees  see  it  as 
the  means  for  enlarging  their  compensation 
benefits.  Government  officers,  public 
administrators,  and  civil  servants  hope  that  it 
will  balance  budgets,  release  more  resources,  and 
improve  services.  Educational  administrators, 
teachers,  and  researchers  look  to  productivity  as 
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a  means  t  o  r  e  a  c  h  .  n  i  a  s  o  u  a  e  n  t  s  „  i  m  p  r  o  v  e  ;;  n  e 

learning  prcce  s  s  ,  .  a .  t  j  a  r  i  a  a  u  d  a  e  l  s  .  ,J 

:.o  Mali  observed  that  or  odder  i  vi  tv  is  invoi  vea  wi  cn  ail 

g  itier  it  s  o  t  society:  b  l  ••  terera  prurtssi  onu.t  groups 

:  ji-  i  no  at  it  in  ai  Hsrent  wavs.  He  noted  that  ror 

!  ■  u  r  l  most  i  t  i  3  a  cnai  ienpe.  9  u  u  L1  (iianagers  must  meet 

this  chal  ler.qs  of  productivity.  They  must  know  about 
it  so  they  can  use  the  resources  provi tied  in  a  manner 
tii at  contributes  to  the  defense  readiness  and 
war  fighting  capability  while,  at  the  same  time,  getting 
the  most  tar  eacn  dollar  spent  for  both  capital 
expe n d  1 1 u r  e s  a n d  wages. 

Vi H A 1  I  3  P R wOUCTIVIT V ? 

Hie  Random  House  Loi lege  Dictionary  defines 
productivity  in  the  economic  sense  as  ''producing  or 
tending  to  produce  goods  and  services  having  exchange 
value,"163  Paul  Samuel  son  observes  technically  it  is  "a 
term  referring  to  the  ratio  of  output  to  inputs  (total 
output  divided  by  labor  inputs  is  labor  productivity). 
Productivity  increases  if  the  same  quantity  of  inputs 
produce*  more  output.  Labor  productivity  increases 
because  of  improved  technology',  improvements  in  labor 
si  til,  or  capital  deepening. " 1 1  So  we  can  tind  any 
number  ot  definitions  tor  productivity. 
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nut  r.o  bet  ter  uriasrit  arid  the  c  er  m .  i 
p  lain  what  :t  ls  .v.r:  .  :  r  ...•uvc  l  .  .  .  i 

.-cause  it  is  not  concerned  with  r  -jw 


a  Lee 


I  :OW  ;  f  i”  I  C  1.  tri  ;  l  i  ,  p  ’  .... ... ;  l. . 1  L  :.. 

i-i  jwever  ..  i  t.  :  s  rot  ?  t  t  :.  c  i  ;nc  .  . 


; :i  i  :  t  t  .  .  .  iitemveriass,  wm  ch  ic  rei  Led  t . 

toe  /Pi.  a  me  or  results  and  its  lomoler  i  on  in  a  time; 
:!:,:i!iriEi  ..  I  dor  is  it  lust  d  er  t  c  c  m  a  n  c  e  ■  rroducuon, 
r~t  enen  ettecav  sness ,  and  oer  r  orman.ee  are  ai  i 

c  ::<t  i;  s  cr  a  productivity  effort .  but  tnev  ar  e  not 
s  vnc.iv  mous  with  oroauctivi  tv. 

it  neither  production ,  etticiency,  effectiveness ,  nor 
performance  are  productivity,  then  what  is  it?  liai  1 
noted  i n  his  nook  that  an  author  ne  read  identified  id 
different  definitions  in  the  literature.  Mail 
►  dj a i n e d  t h e s e  m a n y  ditferen t  v i e w points  b y  n oting 
•It  f  ter  ant  emphasis,  reference  points,  and  degrees  of 
still.  for  example,  Mali  stated  tnat  it  the  reference 
Doinr  was  a  national  view  of  the  country,  you  would 
have  to  consider  many  factors  before  you  could  arrive 
at  a  definition.  On  the  other  hand,  using  an 
individual  firm  as  the  reference  point,  you  would  have 
to  consider  a  more  focused  cause-effect  relationship. 

! n u  = .  getting  different  criteria  tor  each  point,  you 
would  arri  /e  at  a  different  defintion.  1  2 


common  formula  for  assessing  productivitv 
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L'esp  j  te  the  number  at  aer  tint  i  oris  or  ur  a  due :  i  i  1  ,  me 
oubiic  administrator  is  m a 5 r  c Q n c e r n e c!  w l  t. h  tne  a n e 
proposed  by  the  Ex ecut l  ve  utt  ice.  i  r,e  iboc c  recenr. 
definition  can  Be  found  m  Executive  Order  i  ebo2  da  tea 
February  J. vtiu.  According  to  the  Order ,  tne  term 
oroductivi tv  means  the  efficiency  with  which  resources 
are  used  to  produce  a  government  service  or  product  at 
specified  levels  of  quality  and  timeliness.1  A=i 
Although  the  order  does  not  elaborate,  it  clearly 
implies  that  Federal  managers  should  be  seeking  the 
highest,  quality  results  (output;  in  a  timely  manner- 
while  utilizing  the  least  amount  of  resources  (input;, 
in  my  opinion,  this  Executive  Order  dictates  that 
federal  organizations  need  to  show  an  improvement  in 
service  and  at  the  same  time  reduce  the  cost  of 
providing  that  service.  So,  as  1  noted  earlier,  DOD 
managers  are  challenged  to  bring  their  resources 
together  efficiently.  lo  do  this,  they  must  understand 
what  productivity  is. 

In  summary,  productivity  takes  into  account  production, 
efficiency,  effectiveness,  and  performance.  Bv 
accommodating  these  factors,  it  has  become  a  managerial 
tool.  The  public  manager  should  carefully  observe  the 
explanation  presented  in  Executive  Order  12552,  he 


needs  to  seek  productivity  in  accordance  witn  this 
iJrder.  Also,  trie  manager  must  t  an:e  into  account  tne 
ratio  of  out cut  and  incut  in  order  to  assess 
productivity.  Both  sides  of  the  equation  win  nave  to 
.os  reia'.eii  to  the  crgani  cation  and  measured  tor  it  to 
:j  a  use- r^ii  tool  .  Lawrence  torn  ruceiv  sums  up  the 
r  o. e  n  product! vi tv  in  defense  management  wnen  he 

•  if,  cui  idinq  on  productivity,  the  corner  stone  of 
e  cel i ence,  we  can  ai i  contribute  to  our  mutual 
ob  receive  of  improved  readiness.  "16  la  build  an  this 
corner-stone .  we  must  mow  it.  Hopeful  iv.  the  preceding 
o..p  L  ar.at  i  ons  ha-e  clarified  the  definition. 

PllbClC  POLIlv 

be:  r.o  euuippeo  wi  tn  a  definition  of  productivity,  1 


turn  mv 

at  t.e. 

-■tion  to 

product l vi tv 

policy. 

will  d l 

scuss 

f  eder a  v 

poi  i  •;  y  ,  then 

Out1 

1  t  v  o  o  1 

1  c  v . 

because 

to  implement 

a  successful 

product t vi ty  program,  a  public  manager  should  be  aware 
of  tne  federal  policy  and  the  policy  s  origin  ana 
development.  Thus,  we  must  review  past  policy. 

INITIAL  PRODUCTIVITY  POLICY 

lodav  s  public  policy  on  productivity  began  with 
President  Kennedy  s  11  QctoDer  1962  memorandum  to  ail 
aqencv  heads  requesting  that  a  positive 


e.  creative 


nr ,:,qram  tar  improved  manpower  utilization  be 
established  so  that  vitai  functions  ot  trie  federal 
o V eminent  couid  be  came d  o u t  w i  t h  t h e  m mi  m u m  n u m b e r 
o  i  e m P  l  o v ess,  17  F're s :i.  d s n t  K. e n 1 1 e d y  t n u s  v i  e w e a  t h e 
nrc-ducti  -i  tv  equation  -from  only  the  labor  input,  side. 
sl:l,  so ci uen  1 1  v ,  the  Bureau  ot  the  Budget  sought  to  use 
orooucti vi tv  indices  as  a  managerial  tool  for  public 
ad  mi  i"ii  strators.  Until  this  time,  productivity  measures 
nad  been  developed  for  private  organizations  and  the 
national,  economy.  But  only  a  few  attempts  had  been 
made  to  calculate  federal  agency  manpower  productivity. 
To  implement  this  program  in  1962,  the  Bureau  of  the 
Budget  invited  five  Federal  organizations  to  join  in  in 
developing  measures  of  productivity.  While  the  Bureau 
was  not:  successful  in  developing  measures  for  the  five 
agencies,  they  did  achieve  results  in  four.113  I  ne 
results  demonstrated  that  some  functions  can  be 
measured  and  that  productivity  can  be  a  valuable 
instrument  for  federal  managers  in  a  variety  of 
applications,  including  the  budget  process.  President 
Johnson  enlarged  the  manpower  utilization  program  by  a 
number  of  actions  that  were  focused  on  getting  the  most 
for  each  dollar  spent.  1S>  Again,  the  focus  was  only  on 


Labor  input 


From  this  modest  Dsqmninq ,  our  government  entered  an 
area  that  private  1  naustr  v  had  oegun  b  ac  k  in  the 
nineteenth  c e n t u r v .  M ever  th e i e s s .  p r o d u cti v 1 1 y 
measures  were  developed,  and  federal  managers  fauna 
*' r.em  useful  in  mat  1  ng  more  informed  decisions  in 
c arming.  budgeting  and  carry  ing  out  cne  operations  of 
t !  ’.  e  c  o  v  e  r  n  m  e  n  t. . 

President  Niven  estabi ished  the  National  Commission  on 
Productivity  i n  June  1970  to  seek  ways  to  increase 
out cut  in  government  and  private  industry.  In  1975, 
Congress  passed  legislation  to  organize  a  permanent 
National  Center  tor  Productivity  and  Quality  ot  Working 
Life,  which  replaced  the  Commission.  The  Center  became 
an  independent  agency  within  the  executive  branch,  but 
it  had  no  regulatory  powers.  It  could  only  advise  and 
comment  on  various  means  of  increasing  productivity. 

1'he  bill  required  each  Federal  agency  to  assess  how  its 
own  regulations,  policies,  and  programs  affected 
productivity.  Also,  the  legislation  barred  the  Center 
-from  considering  issues  included  in  collective 
bargaining  agreements  without  the  consent  of  the 
parties- to  the  agreement.218 

In  1978,  President  Carter  decided  to  let  the  agency 
expire.  He  passed  the  responsibility  for  productivity 
improvement  to  another  or gan i z at i on .  The  Joint 


f X n ancial  M anaqe m e n t  1 m p r o v e m e n t  P r oqram,  the  u 1 1 i c e  a t 
Personnel  Management  and  now  the  ut nee  or  Management 
ana  Budget,  have  eacn  been  guv:  in  this  leadership  role. 

ach  of  their  efforts  have  oeen  di  a  man  tied  in  turn.  Bo 
to...-  i  acr  ot  anv  central  leadership  nas  been  cited  b  . 
t  :•  ;•  h  i  i.j ..  o .  genera..  Accounting  Office  and  the  brace 
i  ...;iTi(7i  i  i::ion .  Howt/er,  botn  nave  indicated  the 
i.  m  g  c  r  t  a  n  c  e  o  t  a  s  t.  r  or.g  prod  u  c  1 1  v  i  t  v  policy.  '  T  h  e  y  s  eem 
D  :it  -r  l  so  chat  1 1 1 e  Iasi  has  not  been  accomplished.21 

EXECUTIVE  ORDER  12552 

w  i  tr.  the  findings  ot  the  Grace  Commission  in  mind,  on 
05  February  1986  President  Ronald  Reagan  signed 
Executive  Order  12552.  Thus  he  established  a 
comorenensi ve  program  for  the  improvement  of 
o- oducti vi ty  tor  the  Federal  Government.  The  goal  of 
the  program  is  to  achieve  a  20  percent  productivity 
i  rit  rease  m  appropriate  functions  by  1992  and  to 
3.  iTi  P  r  Cj  ve  the  quality  and  timeliness  of  services  and 
products  provided  by  the  Federal  government.22 

Under  the  productivity  program  each  Executive 
department  and  agency  is  responsible  for  developing  a 
productivity  program.  The  program  should  include 
Long-term  goals  of  productivity  improvement,  objectives 
ur  improving  services,  identification  of  annual 


functions  which  have  a  men  priori);,  tor  nnoro/eiiienc, 
and  development  or  a  p.-  fxcu  •.  i  t  .  pi.  an. 

the  productivity  pi  an  reaui  res  an  annual  update  which 
i cc i uoes : 

a.  r  .•  cdi.,  1 1.  1. 1  .  oDjpiU’.es  to  be  aci.  ompj  i  =nt.d  tor 

*  he  ra;,ci'  i  :iq  <e,ir  . 

b  ..  identify  speci  tic  functions  tor  produci;  i  v  i  c  , 
i  mp r  oveiiien  t . 

c  -  Ltescrioe  tuncuons  and  why  agency  is 
3  e L e c  1 1 n q  runcti o n . 

d.  to.pl  am  measurement  system  to  gauge  quality, 
timeliness  and  efficiency,  and  baseline  data  for  each 

f  uncti on „ 

e.  Establish  performance  standard  for  each 
f  :■  t  n  c.  t  ion. 

t.  State  the  productivity  increase  expected  for 
each  function  in  terms  of  quality,  timeliness  or  ratio 
of  outputs  to  inputs. 

g.  Describe  the  methods  and  techniques  that  will 
be  used  to  achieve  productivity  improvement. 

h.  indicate  any  resources  required  initially-'  to 
implement  the  program  and  specify  the  expected  resource 

s a  v  i  ng. 12 3 

Executive  Order  12552  gave  direction  of  the 
productivity  program  to  the  Office  of  Management  and 
Budget  (OMB) .  It  authorizes  UMB  to  set  productivity 
goals,  policies,  principles,  standards,  and  guidelines 
for  the  effective  administration  of  the  order.  ihe 
Office  of  Personnel  Management  (0PM;  was  given 
authority  to  review  incentive  practices,  programs,  and 
policies  which  relate  to  productivity'  of  the  federal 


work  force;  to  develop  programs  to  recognize  negative 
impacts  on  emolovees:  and  to  develop  and  implement; 
training  programs  tor  federal  employees  reiatea  lo  i  : . o 
:  a r  o  -/emen  t  of  product  i  vi  ty.  GEM  was  a  iso  to  1  den  ti  t  j 
'at.  itc.'  .•  oar  t  1  er  s  that  inhioit  producci  vi  tv  ana 
..reocse  their  el  1  mi  nation;  and  in  consul  tat  1  on  witn  tne 
i-na  i-  :..jvsred  Dy  Executive  Order  ,  OF  M  should  develop 
tan  t:sti  onai  performance  standards  tor  their  common 
t  lii  •;  o  t  i  on  s  trial:  are  appropriate  tor  improvement  in 
duality,  timeliness,  and  efficiency.24 

DOD  s  PRODUCT  I V I TY  POL  1 C Y 

pup "s  productivity  program  began  in. response  to  federal 
policy  established  by  the  National  Productivity  Center 
in  19/C.  Whiles  the  federal  program  has  experienced 
hills  and  valleys,  DOD  s  program  has  continued  to 
e:  pand  over  the  years.  in  my  opinion,  the  main  reason 
for  this  growth  is  the  productivity  policy  of  the 
former  Secretary  of  Defense,  Caspar  W.  Weinberger.  He 
stated  that  "Productivity  gains  do  not  just  happen; 
they  must  be  aggressively  pursued. "2S  In  this  context. 
DOD  undertook  and  expanded  its  productivity 
initiatives.  Today,  these  productivity  programs  ail 
share  a  common  purpose,  which  is  to  assist  DOD  to 


a  chi  e  v  e  1  t.  s  t  wo  basic  g  oa  1  s : 


I )  lo  cuntridur.e  uirectiv  and  indir  eci.  i  y  to 
creating  ana  5  a c  o  c r  r.  i  n  a  ar  m  e  d  f  o r  c  e s  o  r  a  u c  n 
qua!  i  L  v  an  cl  e  wui  i  '.../nee  as  wi  i  L  auarantr.ee  tne 
tulti  l  i  men  z  -- 1  a  a  <=  i.  c  name  n  a.  L  a  e  c  u  r  1 t  v 
ob  .1  ec  t  i  v  ev. . 

C  -  io  en sut  e  chat  U"ia  bopar  t  ii&n t  c+  I't-tt'i  :'~t‘ 
a  1  w  a  v  -3  a  1 1  a  l  n  s  t  he  highest  p  o  s  s  iDle  i  e  v  e  i  a  t 
iict  &iic:  capao  i  i  i  tv  and  readiness  tnruugh  the 
m  a  s sf  ha  e  nt  use  at  r  u  n  d  s  u  r  a  .  i  a  a  a  o  v  t  ne 
1 1 . (i e r  i  _  a i  i  t  a .  p  a yer  -  - 

I'.:..*  jcuo.s  cnese  goals,  becretarv  Wei nberger  implied  in  a 
v  statement ,  that  DuD  managers  must  be  immersed  in 
■:  :>  ci  a  c  t  i  v  i  t  .  lmti  a  t.  i  v  e  s .  in  summary  ot  the  stat  e  m  ent , 


the  former 


ary  sent  to  every  flag  and  general 


officer  and  senior  executive  in  the  Department  ot  Defense, 
ne  cnarqea  that  they  must  heighten  awareness  of  the 
cr  jdacti vi tv  enhancement  process;  recognize  and  reward 
employees  who  contribute  to  productivity  improvements; 
i  ncoroarate  productivity  goals  and  incentives  in  the  PPBS; 
maintain  quality  of  work  life  and  morale;  provide  training 
equipment ,  and  efficient  organizational  structure;  seek  a 
competitive  advantage  and  challenge  every  individual  to 
contribute.27  Weinberger  s  charges  reiterate  with 
specificity  for  DGD  managers,  President  Reagan  s  Executive 
Order.  Or  could  it  be  that  the  Order  was  a  spinoff  ot  a 
successful  DOD  productivity  program?  In  either  case,  it  is 
imperative  that  a  DOD  manager  understand  the  productivity 
police.  Because  for  the  policy  to  be  successful,  it  will 
ha/e  to  be  implemented  by  all  DOD  managers.  Thus,  we  again 
have  answered  why  a  DOD  manager  must  know  about 


V.f**  is*  i**  MV*’ 


Ur  jau::tivitv.  He  mu  5 i  ;v;w  l  uecau  =-a  1  C.  i  a  part  ot  pub :  ; 
boi  lev  and  must.  pe  i  mp  t.  ■  ■?  iiii-  •  1 1  ■  g  p  .  i.he  mai  .uper  . 

H  I  UttP.  l  uH  i  L  ■ i;  r  p  HpiJL  I  L  v  i  i  i  ('Ubt' 


■  •  i  ’  •  ^  ...  e  t  ,'i  iii  !  i  aji  ,:i  ar . v!  p-.  ;b  lie  Doli  c  y  u  n  p  e  i  ur  m ,  j.  w  r  i  ; 

■  Mdra  i  :j  it  rne  current  Dub  product  i  .  l  t  •.  programs . 

-  .  1  s.'  ui't  1 1  ,-i  t  a i  or.  He  initiative  i  ri  i  mp  l  emeriti  ng 

.■.r  t  ;.  1  c  .  programs ,  defense  managers  should  oe  aware  ot 

:  r  -  ■  n i  jh l iqhls  ui  ,3 me  ot  the  sign  it  leant  programs. 

c.  it  .  ,-iL  1  hVtS  1  ME!  t  I 

t  ~  a  .i-j :  1 1  on  to  the  overall  public  policy,  a  DGD  manager  must 
*  rich  tne  uGD  position  on  product  l  vi  t  v.  The  DGD  Productivity 
Program  was  established  in  19/5  and  initially  focused  on 
capital  investment  programs.  With  funding  starting  in  1977, 
me  productivity  investments  were  geared  to  technology  which 
•".oi  id  npra.e  methods  of  operation  and  increase  individual 
output.  In  turn,  these  improvements  would  lead  to  a  higher 
level  of  productivity  in  the  organ i r at l on .  Projected  fiscal 
vear  1988  funding  is  220  million  dollars:  lifetime  savings 
from  these  capital  investment  programs  are  expected  to 
average  *pprox i matel y  fifteen  dollars  tor  each  one  dollar 


i n vested . 


ta  L  i  tv  i_  1 1  ...  !.  es  br  i  ng  i  i e  to  tit  teen  emp  i  oyeea  together  01 1 
•  i  /c  L  untarv  oasis;  thev  meet  to  identity,  ana  iv:e,  and  so  i  ,  e 
:•  .. :  t  ems  associated  witn  the  won-  ing  envir  on  men  c .  lior  sna  i  j  ,  , 
i.  : .  groups  meet  once  a  wee  I-  for  an  hour .  I  he  concept  hen:  no 
i  ns  n.  si  i  r.v  circles  is  that  the  individual  doing  the  iuu 
r  r;  3W3  mere  about  the  process  than  anyone  else.  1'heretore , 
t  n  s t  person  is  an  i deal  source  tor  changes  tor  improving  i  r  . 
T-.'Sse  circ.es  were  first  started  in  Japan  during  tne  ear  1  v 
L  '  •  6 J  s  L  a  s  o i v  e  q  u a 1 1 1  y  control  problems.  I h e  y  w  e  r  e  n a t 

•:uccesstui  in  the  United  States  until  the  mi  d-70s.  uni  v  by 
L -  T  was  the  first  quality  circle  established  m  DUD;  now 
o .  sr  2,200  of  them  meet  weekly  in  DOD. ***  As  with  private 
i  mi.istrv  .  most  DOD  circles  involve  only  blue-collar  workers, 
lr.c  i  ucmg  the  first-line  supervisor  as  a  participating 
member .  hv  mid-1985,  it  was  estimated  that  the  return  on 
on.-.<  j  l  tv  circle  investment  ranged  from  $4-28  for  each  DOD 
doiiar  invested  in  training  and  time  devoted  to  problem 
soiunq.38  Besides  dollar  savings,  the  DOD  organisations 
using  quality  circles  have  enjoyed  intangible  benefits,  such 
as  a  better  morale,  improved  communications  between  labor 
and  management,  higher  quality  products,  reduced 
absenteeism,  greater  safety  awareness,  and  leadership 


1  7 


leve I opmen t . 


1  ‘-’'b  /  Wnnual  r  v  oducti  vi  c  v  i-iwar  d  ceremonv  .  oiZI  men  and  womt-i  i 
•ecei  ved  DGD  s  highest  award  r  or  croducti  atv.  P  i:r  ther  mor  o  , 
r:  was  stated  in  the  j  our  1 1  a  i  Lnat  the  initiatives  or  these 
Miicrsd  demonstrated  what  an  ooen  ;iu nd  and  desire  to  improve 

...i  ...  .w.- i r. p  t  :•  l  "i  Lji  i  JCD  . 

\  nte  ./to  !  f-.t:L,L)C  i  I VI  i  f  FROGRAMS 

..or../  i.  tv . ,  ...  or  e  other  producti  vi  tv  programs  as  wei  1  as  spec  niw 

.7.  :i  Je  /eioped  and  utilized  by  a  given  service  or  aaenc  ,■ 
t increase  proauc  ti  vi  tv  .  Otner  DGD  programs  include  the 
■A  =  a  !•  Capitalization  Program,  Depot  Maintenance 
int..  er '  ser  vicing  and  Joint  contracting ,  DGD  Test  Equipment 
J  mernvement  Program.  Producti vi tv  Incentives  (gainsharing)  , 
Monel  Insi.ai  iat.  i  on  Program,  Commercial  Activities  (A-/6>  , 
art  H  srsonr.ei  Management  Demonstration  Projects.  it 

appears  that  these  programs,  plus  the  programs  discussed 
an  i  ;  -r  ,  seem  to  toe us  mostly  on  capital  investment  projects 
’r.:1  the  blue-coliar  worker,  with  limited  white-collar 
s m p 1 o . e e  par ticipatic n . 

in  addition,  even  though  DGD  supports  over  2,200  quality 
circles  and  enjovs  successes  in  other  programs,  an  Institute 
tor  Defense  Analyses  Report,  July  198fc,  tor  Assistant 
secretary  of  Defense  /Force  Management  and  Personnel / ,  noted 
that  on L v  a  small  percentage  of  the  civilian  and  military 
personnel  nave  peen  affected  or  involved  in  productivity 


■  t-  J  T'  ?  i.  ...  u  . . U  II  LI  I  Vi  i  l.  n  Jj  t"  GpOSGu  Uw.il'  !  t“'  I 

|  r.  o ...u.  s  ,  manager  a  shoui  a  oe  more  inclined  to 

'•  »•=.'  r  .:-'J  >.(*-;  civ  if.  pr  cgr  dirss  and  prc-vi  Je  tnei  r  personnel 

:  •  -  r  a  i  r,  i  n  g  -and  support  to  carr  /  out  tnese  programs. 

- .  .  •  o.  >.ir.  r.al  es  the  point  wei  i  :  h  manager  must  t eel 

'..5  tns  policies  fie  is  cnarqeo  with  executing.  He 

c  a  *- 1  •nea  to  t-oDle  at.  1  east  as  much  as  .  .  .  help  in. 

■  r.r  o  lu'-t.  i  vi  tv  as  ever v cod y  s  common  goal  .  "  bo  r.i  ie 

'>  i  i  t  or  who  (nows  what  productivity  is  ana 

;ei  -E  t  w-  r ;  j  ;•  the  current  pci  i  cv  can  oe  successful  ir, 

.  :  Meihud  productivity  programs.  He  should  feel  tne 
;c  jrisiDii  :  tv  tar  product],  vi  tv  riant  aown  in  ms  cones. 


CONCLDS I  UN 


have  reviewed  productivity  in  tneorv  and  practice  as 
hi  ic  policy  to  answer  trie  question  posed  bv  the  title  at 
5  s  reseat  on  Paper ,  ’Why  Should  a  PUD  Manager  r  now  About 
••duct  i  /  i  t  . 


It  is  nr.  opinion  that  DuD  managers  should 


lamenting  ;:gi  :c  .  .  on:  .  ■  s  .  i  i .  .  i  e  e>.cr  r,,. 

'  i  v  i  t  .  im  »  •>.->.  :  : .  t.  r.  .  :  rr.e  ,.j .  i  ; 

...or  At,  7.  a.  ■  ;r;  i : .  .g  ?  t-  :  ;:;e  ■ ' .  !  ms  nt  *,:e  w.Tr.r,  •„ 

■  :  .  :  .  . '  w.  l  i  .  .  .  :  r  ,r.a  lor  imcrovciTianu  in  lul1 

:  1  .  .  1  -  :  ■ . ...  r. n  one  ir  ,  i..nen  uuu  manager  v  <is  m 

•  .-,e  .  .  -  tar  ~  ;  r  nese  et  forts.  i- 1  rst .  tnev  must  a 

"  "  -  .7-  - 1  i.'UUi  t. .  .  i.  t;  ,  programs  or  initiate  addi  ti.  onai 

better  ut  tu:e  our  scarce  resources.  Second 
:  '  .  l  -p  i  i  . :  .i  a:-  a  per  s  nme  the  responsibility  tor 
■  :.vj  iJ;.ol  i  c:  dcIicv.  the,  must  ensure  that  ail  bub 
:  . i v f? '■ s  a r e  i  r ; v oi  -  e u  i  n  p r odu c 1 1  v 1 1 v  i  m p r o v e m e n t s.  ms 

•  :  guv:.;.  .  stated,  today  only  a  small  percentage  ot  L'uu 
i  •  e  ..  .  or  attei  tea  flv  oroaucti  vi  t  •.  oroar  aiTit. 

su~e  c-rtauct  mt;  involves  everyone,  managers  must  us 
t  •  ;:r  oqr  -.ms  go  t  ncitde  their  entire  staff .  I-  i  na  i  j.  v  . 
ran-  cone,  does  not  include  any  penalties  tor 
g  .  .no  i  lance.  It  everyone  is  going  to  be  involved,  trie 
aqers  must  put  teetn  into  the  policy  and  hold  each 
1 oyee  accountable  ter  productivity  improvements.  fas 
ductivity  programs  i acted  this  measure  and  tailed. 

-Gr.ci.  .  ie .  i  recommend  that  Du!':  managers  continue  to 
-r.)  'heir  i  now!  edge  ot  productivity  and  productivity 


.  ii.orovement  or  Cijrams  !  .  r  eau  i  r.g  or  neqsi  onai  inanaqemen  t 
:;:.ir:uU5,  uonsu  l  t*  1  ng  w  .  cr-  a>  It?..: !  *  •■■■■;  ,o  ■.  (j:  i  r  r  au  r.  i  ng  wit!, 
nr  l  vate  Indus  ci  -  tor  Wc  .  e  z.j  irina  ,  •  ,:;r  .•.:•••  c  t  :  .  ;  c  .  .  nt  tear 

a:  .  J  ;  rig  t.neir  :  nowi  edge*  u  aet  ,  mm ;  a  ci ,  -■  i  :u  need  r.  ^ ,  u  i  s  a.  o  .1 , 1  . ...  , 

1.  or  . ; r  ;  cm  or,  crcducci  .  i  t'/  to  tnei  r  emoi  ovees  to  1  ncluae 
:  ...■ :  e  r  ;  -  ,  i  ec  Lur  e1:  .  dr  id  qt  aduait!  c  asses  1  n  pub  i  1  c 

.iisri  io^ent.  000  managers  must  ensure  that  jod  standards  are 
ne  -sloped  whi  ch  include  product  i  vi  tv  measures  so  that  eacn 
person  can  c,e  nel  a  accountable  for  productivity  improvement, 
in  this  manner .  oi.-ect  penal  ties  and  rewards  are  tied  to  job 
per » or mane e.  Final iv,  there  are  some  areas  in  which  DQD  can 
a -soi  st.  its  managers  in  accompi  ishinq  productivity  programs. 
OOL/'  should  pi  ace  productivity  as  one  of  its  highest  goals  so 
that  1.  t  receives  constant  visibility  and  attention.  In 
addition,  DQD  could  establish  productivity  teams.  these 
teams  could  visit  all  DQD  agencies,  facilities,  and 
installations  to  present  productivity  briefings  and  assist 
manager's  in  developing  productivity  programs.  Hi  so,  it  is 
important  that  DQD  expand  its  productivity  awards  program  to 
recognize  ail  productivity  savings  programs.  Likewise,  DQD 
must  ensure  that  all  managers  are  accountable  for 
productivity  in  their  respective  organisations.  With 
everyone  working  together  fear  productivity  improvement,  the 
challenge  of  Executive  Order  12552,  to  achieve  a  ptf  percent 
p :  odi.net  1  vi  ty  increase  by  1992,  can  be  accomplished. 
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